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ABSTRACT

This research project examines how leadership teams develop, function, and sustain themselves
during periods of change. The problem was the lack of a standard criteriafor leadership team
development, and functiona team processin the fire service. The purpose of the research wasto
identify standardized components of team leadership that could be incorporated into ateam
improvement drategy.

The project employed action research to answer four questions: How do effective leadership
teamsinitidly develop and begin growth? What are the essentia characterigtics of an effective,
cohesive, and self-directed leadership team? What are the common behaviors that reduce group
effectiveness and make teams dysfunctiona? How do leadership teams sustain effectivenessduring
periods of organizationd and environmenta change?

The procedure involved aliterature review of materid obtained from the Learning Resource
Center a the Nationa Emergency Training Center, the University of Oregon's Knight Library, and the
City of Eugene, Oregon's Human Resources and Risk Services Department, Training Section. This
information was then summarized and placed into categories using the four research questions. The
articles which most closely followed the established parameters of the research project were retained
and reviewed more thoroughly to confirm their relevance to the research. Thisinformation was then
used to anayze the functions of the Eugene, Oregon Fire Department Command Team. Although the
Command Team includes al managerid and chief officer positionsin the organization, for the purpose of

this research, only those members of the Command Team assigned as shift chief officers were evauated



and used in this research project.

The mgor findings of this sudy were: 1) Eugene Fire & EMS has no particular norm that
gpplied to captains promoted into chief officer positions. Instead, these officers tended to come with
diverse backgrounds, perspectives, and areas of expertise. Eugene's chief officer selection processisin
keeping with the recommendations obtained from the literature review for team member sdlection. 2)
Although it was determined that most of the essential characteristics of an effective, cohesive, and sdlf-
directed leadership team were present in Eugene' s Command Team, there were some missing
characterigtics that effect productivity and function. 3) The common behaviors present in Eugene's
Command Team that reduce group effectiveness tended to be more apparent when group goas were
unclear, and group process broke down. 4) Currently the Eugene Fire & EMS Department is
undergoing many organizationa, environmenta, and structural changes. This has had an impact on the
Team's ability to function effectively. Another rlevant factor that has effected Eugene' s Command
Team isadegree of turn over in non-line managerid pogtions attributed to retirement, and managers
accepting positions in other fire service agencies. These sgnificant changes have dl contributed to some
ingability for the Team.

Since change is often an eement beyond the Team's control, the recommendations arisng from
this research were directed towards those e ements the Team has control over. The god of this project

was to improve the performance of the Eugene Fire and EMS Department's Command Team.
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INTRODUCTION

This research project examines how leadership teams develop, function, and sustain themselves
during periods of change. Because of the complexitiesinvolved in modern fire service management, it is
critica for fire service leaders to understand how to function effectively in ateam environment. This
research andyzed the components of effective teams, and then measured these findings againg the
Eugene, Oregon Fire and EMS Department's Command Team. For the purpose of this project, only
those members of the Command Team assigned as shift chief officers were evaluated and used in this
research project.

The problem was to identify the critical ements of functiona |eadership teams, define the
stages of team development, and determine how teams sustain effectiveness during periods of change.
Eugene's Command Team was then anayzed to determine its commonalities and differences as
compared with the findings of the literature.

The purpose of this research was to andyze Eugene' s Fire and EMS Command Team'’ s ability
to function as a group, and improve performance. To accomplish this, action research methodology
was used to apply new information and theories to the actua organization's need. Thiswas
accomplished by answering the following research questions:

1) How do effective leedership teamsinitidly develop and begin growth?

2) What are the essentid characteristics of an effective, cohesive, and sdlf-directed

leadership team?

3) What are the common behaviors that reduce group effectiveness and make teams

dysfunctiona?



4) How do leadership teams sudtain effectiveness during periods of organizationd and
environmenta change?

Limitations:

The mgor limitation of this research was the Sx month time frame for project completion.
While a successful leadership team profile was devel oped, there was insufficient time to measure any
effect that gpplied measures would have on the actud agency. Although causal-comparative research
could have produced these findings and possibly been more gppropriate for this research project, action
research was selected because of the time constraints.

BACKGROUND AND SIGNIFICANCE

Volatile palitics, shrinking budgets, changes in technology, and unpredictable |abor relaions are
just afew of the chalenges confronting modern day fire service management. In the padt, fire service
agencies were very traditional and organized with afew individuas making most of the significant
decisons. Initsday, this sysem worked relatively well in keeping up with the demands. Asthe
Twenty-First Century approaches, the need for more people to absorb an ever increasing work load
and help run the organization, has become readily gpparent. 1t isthis need that has created the necessity
for developing the leadership team concept.

Leadership teams are groups of managers who work closely together to develop policy,
address issues, and manage organizationd change. The strength of working in ateam
environment promises the advantage of diverse views, collective experience, and the associated synergy
that develops afunctiona collective process.

There are dso anumber of dysfunctiona behaviors which can develop in leedership teams.
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These behaviors can distort perceptions, diminish productivity, and generdly harm the organization. Itis
therefore important to understand the dynamics involved in team process and devel opment.

This research project addresses "working as ateam,” which was ingructiona unit number one
of the Executive Development course at the National Fire Academy. Specificaly, this research project
focusses on team devel opment, successful team characterigtics, behaviors that create team dysfunction,
and maintaining sability during change. Thisinformation is then compared againgt actuad Command
Team practices within the Eugene, Oregon Fire and EM S Department.

LITERATURE REVIEW

The literature reviewed for this research was taken from avariety of sources. Although fire
service publications were consulted, other sources externd to the fire service were reviewed as well to
provide a diverse perspective. To ad in assmilation, the acquired information was subdivided into four
main sections that followed the research questions listed above.

How do effective leader ship teamsinitially develop and begin growth?

When sdecting new members for aleadership team it isimportant to measure more than a
candidate's technical knowledge, or their ability to manage one component of the position, such as
emergency operations management. "If we break the chains of fire service thinking, we can probably
find some unique abilities that will aid the management of thefire service™ (Jones 1987)

Hersey and Blanchard (p. 161) have found through their research that many large companies
have created problems by developing salection processes that seek personalities congruent with the
corporate norm. Although this creates a harmonious organization, this gpproach tends to "sifle

creativity and innovation." Hersey and Blanchard go on to say that many organizations that have tended
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to promote from within, have switched to hiring externdly to avoid "management inbreeding.” (p. 162)

"What is often needed in organizations is more emphasis on team building in which people are
hired who complement rather than replicate amanager's syle” (Hersey and Blanchard, p. 162) This
follows the concept of salecting team members who can compensate for areas of deficiencies as
opposed to sdecting individuas who are smilar to exigting team members and perpetuate the inherent
weskness.

Another important characteristic of team development is the need for interdependence.

Doctor Robert Trivers study on the "Principals of Socid Evolution,” published in 1985 (as cited in
Cavage, 1989), found that animal and human behavior had a direct relaionship between team
development and member interdependence.

One factor is smply how often people happen to be in each other's company. We now have

evidence that when individuals repestedly interact, they may develop aform of cooperation in

which they trade acts of dtruism. But this breaks down as soon as they're no longer associating

often. (Trivers, 1985 as cited in Cavage, 1989)

From this, Cavage (1989) goes on to hypothesize that "buried within this discovery (Trivers) is
the vitd linkage of team development.” Building a strong degree of team interdependence indtills
individua interest in seeing the team succeed.

During development, effective leadership teams undergo a series of sepsastheindividua
members of the team come together and begin to grow asa unit. Peter R. Scholtes (1992), has
identified four stages of team growth. They are:

1) Stage 1. Forming - team members trangtion from being an individud, to ateam




member.

2) Sage 2. Storming - team members begin addressing the task without being fully

developed as afunctional team.

3) Stage 3: Norming - team members begin "accepting the team, its ground rules or

norms, their roles in the team, and the individudity of fellow members.”

4) Sage 4. Performing - team members have settled into their relationship and have a set

of shared expectations with other members. Strengths and weaknesses have been
identified and accepted. The team begins to diagnose problems and function as a
sngular unit.
After completing these steps, the leadership team becomes an effective and cohesive unit.
When ateam has started getting the work done, they have achieved dl four steps of development. If
the work is not getting done, then alevel of dysfunction exists within the team and the team leader needs
to begin diagnosing the problem and developing a corrective strategy.

Barbara J. Parker, Editor for Trainer's Workshop, states that, "If you are going to expect a

team approach to work in your organization, you have to train people in group problem solving, create a
new performance measurement system, and find ways to reward people equitably for team
participation. (Parker, 1991)

When initidly developing ateam, it is important to also consder the sgnificance of sze. Cavage
(1989) assarts thet, "teams work best when there are few members. Seven to fifteenisan ided
number. If ateam gets much larger it becomes unwieldy.”

What arethe characteristics of an effective and successful leader ship team?



The literature indicates there are anumber of key eementsthat exist in effective teams. Of
fundamenta importance however, is the necessity that team members have a common perception of
each other'srolesin the group, and have a set of shared gods and objectives. (Hersey & Blanchard ,

p. 161) Additionaly, these gods and objectives must be forma and stated by the team in order to
maintain their Sgnificance. (Hersey & Blanchard, p. 321)

In addition to goals and objectives, Hersey & Blanchard dso identify interdependence asa
critical element of successful teams. To share or agree on acommon goa only makes two or more
team members a collection of individuas. On the other hand, if two or more members of ateam require
ass stance from each other to achieve a shared god, then a state of interdependence exists. (p. 321)

Cavage (1989) dso identifies interdependence as a characterigtic of successful teams as
previoudy discussed in the initid development and growth section of this paper. Cavage aso considers
leadership an essentia part of any functionally successful team. "One person needs to be clearly
designated as the decision maker for a particular phase of the task." While input from various group
membersis important, the successful team is not democratic in its operation, and individua decisons are

not voted on by team members. (Cavage, 1939)

The successful team aso has its own set of group interests, collective needs, and rules by which
the team interacts. Scholtes (p. 6-10) lists what he calls “the recipe for a successful team.”

1) Clarity in Team Gods - agrees on its mission, sees the misson asworkable, hasaclear

vison and can progress towards its goas, and is clear about the larger project goads and



2)

3)

4)

5)

6)

7)

8)

9)

10)

about the purpose of individud steps.

An Improvement Plan - has created an action plan, knows what resources are available

and training needed.

Clearly Defined Roles - has formally designated roles with each team member

understanding what is expected of them, understanding of whét roles are individud, and
what roles are shared, uses each team members tdents and involves dl team members
in activities.

Clear Communication- good discussion is dependant on how well information is passed

between team members.

Beneficid Team Behaviors - functiond teams encourage members to use those skills

which make working together more effective,

Wl Defined Decison Procedures - teams should be well versed in the different ways

to make decisions.

Baanced Patticipation- Since dl team members have an interest in the teams

accomplishments, everyone should share in the processes.

Egtablished Ground Rules - ground rules, or norms, should be established which

provide shared expectations and a shared understanding of what won't be tolerated.

Awareness of the Group Process - team members are individudly responsible for their

understanding of the group processes aswell persond participation in team activities.

Use of Scientific Approach - teams that use good datain decison making find less

difficulty in finding permanent solutions to problems.



Although their list of necessary attributes is shorter than the one presented by Scholtes above,
Reilly, and Jones (1974) assert that in order for ateam to function effectively, several characterigtics
must exist and bein practice:

The group must have a charter or reason for working together. Members of the group must be
interdependent -- they need each other's experience, abilities, and commitment in order to arrive a
mutua goas. Group members must be committed to the idea that working together as a group leadsto
more effective decisons than working in isolaion. The group must be accountable as a functioning unit
within alarger organizationa context.

Likewise, Kormanski and Mozenter (1987) "note four essential e ements of team behavior.”
The team members must have mutua goas or areason to work together. Team members must
perceive aneed for an interdependent working relationship. Individuas must be committed to the group

effort. The group must be accountable to a higher level within the organization.

Good communication is another important eement in effective teams. Dinsmore (1991) asserts
that, “communication is the essence of team building.” Communications between two individuas flows
from one party to the other in one of two directions. In the team setting, communication is often “ multi-
directional.” (Dinsmore, 1991)

An effective communicator in a group environment must process the informetion to be
communicated following a series of steps. Dinsmore (1991) identified these seps as: Developing a
clear concept of the ides, trandating the message into a language or format that will be received and

understood by the team, transmitting the message through the right media, and monitoring the receiver’'s



understanding of the message.

The communicator must know their audience, and be cognizant of the impact they are having on
the other team members. This feedback can be obtained through verba responses from group
members, or through more subtle body language which can communicate how the information is being
received. (Dinsmore, 1991)

Good communication is aso dependant upon good listeners. Every member of the team needs
to develop, maintain, and practice good active ligtening skills. Thisincludes asking darification questions
when messages are not fully understood, and using paraphrasing when gppropriate, to insure the correct
meaning of the communication has been received. (Dinsmore, 1991)

The authors cited in this portion of the literature review share asimilar perspective of what they
consder the critica dements of functiona teams. Although each author attaches a different label to

these dements, in content they are basicaly the same characteridtics.

Although successful teams focus on their commondlities as members, the literature also identifies
the needs of the individua team member as being an important eement in the process of effective team
development. Peters and Waterman (p. 102) identify four basic eements which comprise theindividua
team member's basic needs. Peoplé€'s need for
meaning. People's need for a modicum of control. Peopl€e's need for positive reinforcement, to think of
themsdves aswinnersin some sense. And the degree to which actions and behaviors shape attitudes
and beliefs rather than vice versa

In her interview with Ed Magar, Organizationa Consultant, Peggy Seeger reports thet, "From
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the employee's perspective, being amember of ateam provides them with a greater sense of
involvement in and ownership of aproject.” (Seeger, 1991) Teams dso provide individuas with, "a
supportive environment to express controversid ideas, resolve conflicts with other employees, and
recelve and offer assstance.” (Seeger, 1991) These findings focus on the needs of the individua and
place an importance on their influence in the group process.

What are the common behaviorsthat reduce group effectiveness and make leader ship teams
dysfunctional ?

In addition to the traits of successful team development, there are anumber of behaviors that
negatively impact and obstruct team effectiveness. Reilly and Jonesin their article " Team Building,”
(1974), identify and label twelve commonly observed behaviors by individuas that obstruct team
effectiveness. These behaviors are:

1) The Saboteur - ateam member who engages in behavior that intentionally destroys or

reduces team effectiveness.

2) The Sniper - ateam member who erodes team effectiveness by interjecting negetive

comments designed to disrupt group process.

3) The Assgant Trainer - ateam member who purposdly interjects themsdvesin
discussions for the sole purpose of demondtrating their group awareness and self
importance.

4) The Denier - ateam member who is unwilling to take a srong position on any matter.

The denier tends to back down when confronted.



5)

6)

7)

8)

9)

10)

11)

12)

11

The Quiet Member - ateam member who does not contribute, but stsin slence and

observes.

The Anxious Member - ateam member who engagesin counter- productive behaviors

such as, smoothing over conflict, avoiding confrontation, and protecting the team leader.
The Dominator - ateam member who talks too much and controls the group through
dominating the conversation.

The Side Tracker - ateam member who wastes an inordinate amount of time by

bringing up issues that redirect the teams energy and focus rather than staying on track

with established tasks.

The Hand- Clasper - a team member who takes a position of safety by agreeing with
others. This person rardly expresses their own ideas and avoids conflict whenever
possible.

The Polarizer - ateam member who calls atention to differences among members
ingteed of focussing on Smilarities. This person can have a negative impact on group
cohesion.

The Attention-Seeker - ateam member who draws excessve attention to them saf.

This person will work towards placing themselves in afavorable light at the expense of
group process.

The Clown - ateam member who is disruptive and avoids problem-solving activities
through humor and play. This person is driven by the need to entertain as opposed to

accomplishing group goas and objectives.
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The dysfunctiona team behaviors cited by Reilly and Jones (1974), consist of both passive and
aggressive forms of disorder. Each behavior distracts the team and precludes the group from working
up to their ultimate potential. Dysfunctiona behaviors can exig in differing degrees of severity, can
occur during different pointsin the group process, and can take place concurrently. An effective team
must be able to recognize the adverse behavior, and take corrective action to neutrdize the effect.

Whileit isimportant to call atention to dysfunctional behavior, labeing the detractor should be
avoided because this act will most likely dicit defensveness. A better gpproach is to draw attention to
the disorder, specify what the dysfunctiond effects of the behavior are, and suggest dternative
behaviors. (Rellly and Jones, 1974)

Kormanski and Mozenter (1987) contend that, "organizationd failures often are not aresult of
poor leadership but of poor followership.” If individua team members do not understand how to follow
the direction of the team, it becomes difficult to accomplish group gods and objectives. "A team
member is one of agroup of mutud followers.” (Kormanski and Mozenter, 1987)

Cavage (1989) asserts that, "teamsfail - and the failure rate has been high - primarily because
they (teams) do not impose on themsalves self-discipline and responghbility.” Cavage goes on to say
that this often hgppens because team organization lends itsdlf to a high degree of freedom. This can be
an advantage in fostering creativity, but it can aso be a disadvantage because teams are made up of
individuals who inherently stray from team goals and objectives. Without clear direction, self-discipline,
and respongibility, this Stuation becomes more dramatic. "No team can be permissive and function.”
(Cavage, 1989)

Parker citesareport from Industry Week, that " supervisory resstance, inadequate training and
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incompatible systems, especidly in the area of compensation, are the main obstacles to the success of
the team approach.” (Industry Week report as cited by Parker, 1991)

Whileindividua congderations such as compensation, training, and the fulfilling of persond
needs have an effect on group function, one of the more common maladies isthat of "groupthink.”
(Janis, p. 223)

Irving L. Janis describes groupthink as the "phenomena of socid conformity™ where team
members alow their own judgement to be subverted by the norms and thought processes of the group.
In its extreme form, groupthink can result in teeam members “remaining loyd to the group by gticking with
the policies to which the group has dready committed itsalf, even when those policies are obvioudy
working out badly and have unintended consequences that disturb the conscience of each member.”
(Janis, p. 224)

The probability of groupthink tends to increase with group cohesiveness. "Groupthink involves
non-deliberate suppression of critical thoughts as aresult of interndization of the group's norms.” (Janis,
p. 224) The danger is not that individua team members will suppress their objections to what other
team members may suggest, but that individual team members will think suggestions are good without
criticaly examining logica dternatives. (Janis, p. 224)

The problem is that the advantages of having decisions made by groups are often lost because

of powerful psychologica pressures that arise when the members work closely together, share

the same set of values and, above dl, face acrisgs Stuation that puts everyone under intense

sress. (Janis, p. 225)

Solomon E. Asch (p. 157) through a series of psychologica experiments on both independent
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subjects, and subjects involved in group process, drew a set of conclusions about psychological process
and an individud's ahility to expresstheir opinions. In the area of dysfunction, Asch identified three
main abnorma reactions to group pressure, or “groupthink,” as defined by Janis. These were;

Digtortion of Perception - in this category, the subjects unknowingly changed their own perceptions to

match the group mgority. Digortion of Judgement - in this category, the subjects joined the group

maority because they believed their own perceptions were inaccurate. Digtortion of Action- inthis

category, the subjects suppressed their personad opinion, and joined the group magority with complete
awareness of what they were doing.

From these experiments, Asch concluded that those subjects who were affected adversdly by
group pressure had a strong tendency to yield to the group, and supported the group at the expense of
their own perceptions and judgement. When these conditions exi<, the advantages of team involvement
and team process are gresatly reduced.

How do leader ship teams sustain effectiveness during periods of organizational and
environmental change?

The literature places a high degree of importance on acceptance from the team that change is
necessary. Peters and Waterman assart that, "It is not so much the articulation of goas about what an
ingtitution should be doing that creates new practice. It's the imagery that creates the understanding, the
compeling mora necessity the new way isright.” (p. 102) Without the team's acceptance that change is
necessary, it is difficult to insure that team members will commit themsdves to an adequate leve of
participation in group Processes.

Fetteroll, Hoffherr, and Moran likewise believe that teams must be motivated and accepting of
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change. "The most powerful motivator is an expected response to the (WITFM) question, what's in it
for me" (Fetterall, et. d., p. 82) Of basic importance in motivating team members is the devel opment
of ashared sense of purpose. They also assert that teams develop strength through achieving
"measurable, attainable outcomes' which lead to afeding of success, and this hdps build strength in the
team. (Fetterall, et. al., p. 82)

In addition to the ability to accept change, teams must aso be adaptable to conditions that effect
group process. "The important thing to remember is kegping the team participation dynamic and
flexible" Jones (1987) asserts that an open minded fire chief, and leadership team, can produce long-
term benefits because of their ability to view conditions from different perspectives. Thisis especidly
true during times of change and ingtability when there are fewer conditions which remain congtant.

Another important trait shared by successful teams during times of trangtion is the ability to
maintain, clear and open communication amnong team members. This foders a hedthy attitude toward
team process and toward collectively achieving team gods. (Fetterall, et. al., p. 83)

Team work has become more important today than it has been in the past. Thisis primarily due
to the rapid, "economic, societd, culturd, environmentd, technologicd, politica and internationa change
that istaking place a an accelerating rate.” (Dinsmore 1991) Dinsmore continues by saying that,
"functiond teams and project teams are replacing the cumbersome hierarchica organizationa structure
of the past in many organizations." Thisis because the team gpproach enables organizations to better
resoond to an ever changing environment.

Kormanski and Mozenter assert that, "team building has become necessary as a process to

control organizationa change by a group whose members are joined together in pursuit of a common
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purpose” Inther view, teams are replacing individuas as, "the primary unit of focus,” because they are
S0 much better at managing change. Thisis because "individud effort is having less and lessimpact.”
(Kormanski, Mozenter, 1987)

Another important aspect of managing change through team process is the preparation of the
team itsdlf. Ann Murphy Springer (1990) believesin preparing leadership teams for change through
"Retreats.” A retreat isan ided setting to broach the subject of change or develop new ideas because
the group is isolated without the usua interruptions associated
with the day to day schedule. "If planned, managed, and followed up properly, aforma
retreat can solve or head off numerous problemsin ardatively short but intense period of time.”
(Springer, 1990)

Retreats usudly involve senior or middle managers who have collectively removed themselves
from their norma work environment. Retregts are designed to "focustime, attention, and talent intensdy
and without interruption when afire agency is a a crossroad, experiencing acriss, or pro-actively trying
to avoid acrigs." (Springer, 1990)

Springer goes on to say that an important part of the retreat process is to, "focus specificaly on
the goals and results to be achieved a theretreat.” By doing this the group has a better chance of
maintaining their focus. Springer dso congidersit important to have an agenda, and bring dong the
gopropriate data to aid in decision making.

PROCEDURES
The literature review was conducted to obtain an academic understanding of how functiond

leadership teams develop, maintain their effectiveness, and sustain themsalves during change. Eugene's
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Fire and EMS Command Team was then andyzed from two different perspectives. (1) Individud
members were profiled by skill set and persondity type to determine if there was a Command Team
norm. (2) The Team was then observed in group interaction over a period of three and a haf months
during which their collective action was compared to the information learned in the literature review.
Additiondly, Command Team members were dl interviewed on an informa basis without their
knowledge of the purpose. The reason for this approach wasto illicit their honest perspectives on team

interaction and function.

To process the information obtained during this analys's, four research questions were
developed and used as aframework. As previoudy stated, action research was the methodology of
choice for collecting information in the following four areas. Development of functiond leadership
teams. Characteristics which make leadership teams effective. Behaviors which create leadership team
dysfunction and ineffectiveness. And teams that sustain effectiveness and maintain stability during
change.

Literature was obtained from the Learning Resource Center a the Nationd Emergency Training
Center, the University of Oregon's Knight Library, and the City of Eugene, Oregon, Human Resources
and Risk Services Department, Training Section.

The literature was summarized and placed into categories using the four research questions.
The articleswhich most closdly followed the established parameters of the research project were
retained and reviewed more thoroughly to confirm their relevance to the research.  Although fire service

literature was consulted in the research and cited in the "Literature Review," an attempt was made to
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breek the traditiona confines of fire service thinking by evauating literature from other non-fire service
SOUrces.

A number of the findingsincluded steps or numerated elements of team devel opment, group
processes, or behaviors of dysfunction. Important concepts in the research were corroborated with
more than one source in most instances. 1N some cases numbering was used to aid the reader in
ddineating between the various ements or behaviors cited.

The results of the research project were discussed in the listed order of the individua research
questions. Some literature findings were combined in the results section to limit redundancy, and some
Team observations were summarized to control the length of this paper.

The assmilated information was then used to identify the important eements of building and
sugtaining successful leedership teams. These dements in addition to the observations, are identified in
the "results section,” andlyzed in the "discussion section,” and profiled in the "recommendations section.”

As dated in the "Introduction” of this paper, the six month time frame for project completion
was the mgjor limitation of this research project, and the reason action research methodology was
sdlected. This short time frame precluded a meaningful evauation period to measure the results of any
implemented drategies.

RESULTS
Personal Profilesand Skill Sets of Eugene Fireand EM'S Command Team Members:

It isimportant to give some atention to understanding the individua characterigtics of the

members of the Command Team. Therefore, each member is briefly profiled in this section so thet the

reader understands the composition of the Team. While individudity is subordinate to a group's
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callective function in the true team environment, it till has a profound impact on how teams interact,
produce outcomes, and perceive themsealves.

Although this paper does not delineste individua performance, a brief look at the individuas
who comprise the Team seemed appropriate.

Chief Officer #1: Thisindividud is asenior member of the Command Team, and a veteran of

Eugene's Fire and EM S system. He possesses good incident management kills, is atraditiona thinker,
and has some difficulty accepting change. Thisindividud is highly repected by the crews he supervises,
and isviewed by the rank and file fire fighters as a manager who stands up for personnd. While heis
detall oriented, he has difficulty in using technical advantages available to hep him. When assgned
tasks, he dways completes them on time and in a detailled manner. When functioning in the team
environment, he tends to resist innovation.

Chief Officer #2: As anewer member of the Command Team, thisindividud is ill in the process

of learning his responsibilities, and determining where hefits into the team. He has good intuition, has a
natura ability to work well with people, and isavery good listener. Although newer to the team, he
actively contributes to group discussions, and avails himself to help other members. Hisincident
management skills are solid, and he too is popular with the crews he supervises. While his technicd
skills are adequate, they are not his primary area of strength. Heis very supportive of the organization
and itsmisson.

Chief Officer #3: This chief officer isasenior member of the Command Team. He has a good

andytica mind, is unemotiond, and posses good technica skills. Thisindividua works well with others,

isagood incident manager, and provides alot of common sense during group projects and discussion.
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Heisaso able to provide agood historical perspective on various issues due to his lengthy career and
very diverse assgnments. While he works well with people, his primary skill set is more in tune with
detailed projects. Heisagood utility team member that can take on any assgnment and do it well.

Chief Officer #4: Thisindividud isamid-career chief officer, ataented writer, good speaker, and

is extremely good a managing projects. He has the tendency to smultaneoudy be involved in numerous
activities. Thischief officer isa solid incident manager, and athough has had some past interpersona
conflict with the crews he supervises, he has overcome this difficulty. This person actively participatesin
Team process, and fregly shares his perspective. He possesses good technica skills, is dynamic, hasa
strong persondity, and is sdf-directed.

Chief Officer #5: This chief officer isanother senior level employee. He possesses strong

andytica and technica skills. Heisgood at project work, and is cgpable of technicdly performing a a
much higher level thenisrequired by his postion. In addition to being a good incident manager, he
possesses strong communication skills. Although he functions well in the Command Team and City
organizationa environment, he has some difficulty in hisinterpersond relationship with the crews he
supervises. Thisisthe one areathat has caused him the greatest difficulty.

Chief Officer #6: This chief officer isin mid-career, and his greatest strength is his ability to

manage people. Heisvery good a accomplishing tasks by working through and with people who are
assigned to him. Heisagood incident manager, and possesses good technical skills. Thisindividud is
very supportive of the organization and the people who work init. Although he communicateswell a
the Command Team leve, a times he could be more succinct when stating his perspective. He

continually carries alarge work load yet is aways willing to produce more.
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Resear ch Question #1: How do effective leadership teamsinitidly develop and begin growth?

One of the mogt criticad dements in team development is the selection of its members. Thereisa
tendency in many organizations to sdect members who fit the norm of the organization. Hersey and

Blanchard (p. 162) believe that team members should be sdlected

who can compensate for areas of deficiencies as opposed to sdecting individuas who replicate the
exigting team profile and perpetuate group wesknesses.

Thisis an areain which Eugenes Command Team has been very successful. Although the
Team shares acommon vison and set of gods, individua Team members are very different from one
another. Inreviewing the individua persondities and profiles of the group, it is obvious that Team
members have been selected that compliment one another. Only three congstent characteristic norms
could be identified that were common to al Command Team members. They al have the ability to be
good emergency managers, they dl possess good communications skills, and they al share a sense of
loyaty and support for the organization.

Another important aspect of team development is the need for interdependence. The moretime
team members spend together, the more cooperation, reliance, and interdependence is developed
among them. The end result is the generation of more team function. (Trivers, 1985 as cited in Cavage,
1989)

While Eugene's Fire and EM'S Command Team have regularly scheduled mestings, thereisa
common concern shared by al members that the rgpidly changing environment in which they exist, does

not provide enough time to collectively meet and work through issues. From discussions with
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Command Team members, it was felt that too much time is spent identifying and discussing problems as
opposed to solving them.  Although this gppears to be avalid concern, there is no readily available
solution to solving this problem. Currently there are work load and capacity issues which preclude

scheduling more time for such interaction.

When bringing new members into a team environment, it isimportant to train people in group
problem solving, put into place a performance measurement system that focuses on
team product, and find ways to reward members equitably for team participation. (Parker, 1991)

After the individua members of ateam are brought together, they go through a series of
developmenta steps asthey grow into one unit. Peter R. Scholtes (1992) identified four stages of team
growth which include: Forming, where individua team members trangtion into ateam. Storming, the
team becomes task oriented and begins addressing the task without having fully developed as a team.
Norming, individua members, "accept the team, its ground rules or norms, their roles in the team, and
the individudity of fellow members” Performing, the team beginsto diagnose problems and function as
asngular unit.

Once these steps are complete, the leadership team becomes an effective and cohesive unit.
The team leader will know that al four steps of the devel opment process have occurred when work
starts being accomplished.

Being ateam with substantia history, tradition, and an accepted operating system, Eugene's
Commeand Team isin the "performing” stage, having aready achieved the firgt three steps of; "forming,

gorming, and norming.”  Although thisinformation on the stages of team growth will be helpful in
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developing future smdl teams and task groups, it provides little benefit in improving the functiond ability
of the exigting Team. Thisinformation isincluded in the “results’ section to provide a more complete
perspective on how teams develop.

Sizeisthefind dement to consider in team development. The specific Sze of aleadership team
will depend on a number of variables which include; the Size of the organization, the complexity and
diverdty of its misson, and the nature of the work force. Although factors such as these will influence
team compostion, Jack Martin Cavage (1989) contends that, "teams work best when there are few
members. Seven to fifteen isan ided number. If ateam gets much larger it becomes unwieldy.”

The Eugene Command Team, Operations Division, has saven chief officers including the Deputy
Chief of Operations. Although thisis an adequate number of chiefsto supervise line operations for three
twenty-four hour shifts of fifty-one personnd each, it is an insufficient number considering that line chief
officers perform may adminigrative functions. In addition, they are extensvely involved in City projects
that may or may not pertain to Fire and EM S Operations.

Eugene has shares a smilar Stuation with many other jurisdictions. Fire and emergency medica
sarvices in generd have become more complex, while the resources to provide these services have
stagnated or declined in many communities. Unfortunately, there gppears to be no smple or immediate
solution to this Stugtion.

Resear ch Question #2: What arethe essential characteristics of an effective, cohesive, and

self-directed leader ship team?
The literature indicates there are anumber of identifiable key eementsthat exist in effective

teams. One of the most basic of these eements is the need for interdependence among team members.
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Creseting this reliance between team members was the most commonly identified eement of successful
teams found in the literature.

Eugene's Command Team has been very successful in this area out of necessity. A strong bond
has devel oped between Command Team members because of the work |oad, and the fact that to
survive organizationdly, there is a certain expectation that “business will be
taken care of by theteam.” By having persona career and organizationa survivd tied to group success,
thereislittle choice but to depend on one another to get the work done.

Successful teams must dso possess a set of basic characteristics that define the purpose for
team members to work together. Although the literature provided a number of different perspectiveson
what these characterigtics are, each author presented relatively the same set. As arepresentation,
Kormanski and Mozenter (1987), identify four essentid e ements of team behavior that leadsto
successful group process. They are: The team members must share mutua goas or have areason to
work together. Team members must perceive a need for an interdependent working relaionship.
Individuals must be committed to the group effort. And the group must be accountable to a higher level
within the organization.

Eugene's Command Team aready possesses these characterigticsin that mutua goals are
routinely identified and serve as a catalyst for working together. Thereis dso a strong sense of
interdependence which aso drivesindividua team member commitment to group effort. Additionaly,
there is a high sense of accountability by members of the Command Team to the public, the
organization, and higher authorities within the City's governmenta bodly.

In addition to team characteristics that define purpose, successful teams aso possess group
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interests and a set of rulesthat define their interaction. Scholtes (p. 6-10) lists these rulesin what he
describes as the, "recipe for a successful team.” They are; clarity in team gods, an improvement plan,

clearly defined roles, clear communication, beneficid team

behaviors, well defined decision procedures, balanced participation of team members, established
ground rules, an awareness of group processes, and use of a scientific approach.

While Eugene's Command Team maintains clearly defined gods, roles, and good
communication avenues, the Team lacks aredigtic improvement plan. As previoudy discussed,
problems are routingly identified and discussed, but sometimes no Strategy or plan is developed for
improvement. On the other hand, behavior by individua Team membersis aways professona and
gppropriate, and there is abaanced level of participation among the group.

Good two way communicationsis another important element of successful teams. The team
environment requires communication that is multi-directional and understood smilarly by the members of
the team. Prior to sending a message the communicator must develop a clear concept of the idea,
adequately trandate the message into alanguage that will be understood by the team, transmit through
the appropriate media, and monitor how the message is received by the team. (Dinsmore, 1991)

Good ligening skills are an important part of communications. Each team member has an
obligation to the group to actively listen and participate in two way communicetion. If amessageis
unclear, the listener should ask follow-up questions, without interrupting, and paraphrase where

appropriate.

The communicator likewise has aresponshbility to insure their message is understood. Thiscan
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be done through asking questions of the team, and watching body language which is a non-verba
method of communication.

Eugene's Command Team members are dl good communicators. Individuas are not timid
about sharing their perspective with the rest of the group. They aso share common terminology. All
Command Team members can generdly be identified as active listeners, and good two way
communication is the norm within the group.

Successful teams dso provide its members with a safe environment in which they can express
their own opinions and perspectives. This sense of security dlows team membersto be credtivein their
gpproach to problem solving, and to participate in team activities.

Thisis another areain which Eugene's Command Team is dready performing well. The Chief
of the Fire and EMS Department has long held the ground rule that dl discussions taking place in the
Command Team forums are to be open, honest, and not subject to reticule. The only cavest isthat
communication and didogue are to be appropriate, and respectful. Thisisaground rulethat is
embraced by al Command Team members and helps promote quality communications.

Teams must dso provide for the basic needs of itsindividud membersin order for the team to
achieveits potentid. Peters and Waterman (p. 102), identify four basic needs that successful teams
fulfill for their members. These needsare: Peoplée's need for meaning. People's need for amodicum of
control. Peoplée's need for positive reinforcement, to think of themselves as winners in some sense,
And people's need for actions and behaviors to shape their attitudes and beliefs.

The gructure of Eugene's Command Team provides for a high degree of meeting individua

members needs. Individua members when asked, responded affirmatively that they felt their work had
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meaning, that as command leved officers they felt a high degree of control over outcome on most issues,
and that to a certain degree they each thought of themselves as being successful in their jobs, and within
the system.

Resear ch Question #3: What ar e the common behaviorsthat reduce group effectiveness and

make teams dysfunctional ?

In addition to exploring characteristics of successful teams, the research was directed toward
learning what behaviors obgtruct team effectiveness, create dysfunction, and are present in Eugene's
Command Team. Reilly and Jones (1974), identified and labeled twelve commonly observed behaviors
by individuals that obstruct team effectiveness. They are: “ The Saboteur; The Sniper; The Assigtant
Trainer; The Denier; The Quiet Member; The
Anxious Member; The Dominator; The Side Tracker; The Hand-Clasper; The Polarizer; The Attention
Seeker; and The Clown.”

During the three and a hdf month observation of the Command Team'’ sinteraction, very little
dysfunctiond behavior was observed. The Team demondrated a high degree of maturity which iswhat
should be expected from a senior leve leadership group. Therefore, in presenting results associated
with this research question, alook at dysfunctiond maadies shal be addressed from an academic
perspective based on the literature review.

When dedling with dysfunctiona behaviors, it isimportant to cal atention to the disorder
without applying alabel or classfication to the offender. What isimportant isto define the behavior,
identify the effect on the team, and suggest dternative behaviors. (Reilly and Jones, 1974)

Another aspect of team dysfunction is poor followership, as defined by Kormanski and
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Mozenter. (1987) When individua team members do not follow team direction, it becomes difficult to
accomplish group goals and objectives. Teamsthat are lacking sdf-discipline and

responsibility do not stay on task or function properly. "No team can be permissive and

function.” (Cavage, 1989)

One of the more subtle but prevaent team dysfunctionsis Irving L. Janis described malady of
"groupthink.” (Janis, p. 223) Groupthink is the "phenomena of socid conformity” where individua team
members alow their own judgement to be subverted by the norms and thought processes of the group.
Janis found that the probakility of groupthink tends to increase with group cohesiveness. In other
words, individua team memberswill think suggestions are good without criticaly examining logicd
dternaives. (Janis, p. 224)

Solomon E. Asch identified three main abnorma reactions to group pressure, or groupthink, as
defined by Janis. They are; distortion of perception, distortion of judgement, and distortion of action.

While the team environment holds much promise for promoting creetivity and achieving more
through shared effort, the presence of one or more dysfunctiona behaviors can detract greetly from
potentia accomplishments. It is therefore important that teams have an understanding of what
dysfunctiona behavior is, be able to properly recognize it, and have the ability to take the appropriate
corrective action.

Eugene's Command Team presented itsdlf as avery functiona group of professionas overal.
When minor signs of dysfunction were gpparent, it usualy occurred toward the end of long protracted
meetings where most members displayed signs of fatigue. Therefore, those minor observations of

dysfunction were discounted for the purposes of this research.
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Resear ch Question #4: How do leader ship teams sustain effectiveness during periods of

organizational and environmental change?

The literature places an importance on acceptance from the team that change is necessary.
Without acceptance that change is necessary, it is difficult to insure that team members will commit
themsdlves to an adequate level of participation in the group process.

When asked, al Eugene Command Team members acknowledged that organizationd and
environmenta change were both necessary and inevitable. Some members expressed concern over the
rate of change occurring in the organization and the lack of resources available to meet obligations, but
there was no disagreement that change isaredlity.

Teams must aso be able to adapt to conditions that effect group process. "The important thing
to remember is keegping the team participation dynamic and flexible." (Jones, 1987) Teamswhich can
view conditions from different perspectives retain a certain dadticity. This ability alows them to adapt
to changing conditions when there are fewer congtants to base decisions and actions on.

While al Eugene Command Team members present a dynamic gpproach to team interaction,
the newer members appeared more comfortable with viewing conditions from different perspectives.
Senior Command Team members seemed to take more time to step outside their comfort zones and
look at issues from aless traditional perspective.

Another important characteridtic is consstency. Leadership teamsthat maintain focusand a
sense of direction during times of change and ingtability add inherent stability to the organization. This
sense of direction must be communicated effectively to those who look to the team for leedership.

Thisis one area where Eugene's Command Team has been very successful. As an example,
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within the past year, the Eugene fire fighter's union has shifted its tactics toward an aggressve and
adversarid style. This strategy has added some ingtability to the organization, and placed the slent
mgority of fire fighters, who possess a moderate perspective, in a precarious position. During thistime,
the Command Team has provided a stabilizing force for the organization that is a carry over from the
relationship that has been developed within the Team. Each Command Team member has learned that
they can depend on one another, and each works hard to support the rest of the group.

Clear and open communicationsis another characteristic of teams that can accept change.
Good communications helps the team to accurately process information, and collectively achieve shared
gods and objectives.

As previoudy dated, the Chief of the Department has established a safe environment within
which Team members fed they can interact and express themsdves. Without thisimportant condition,
most members fet that their participation would be gtifled, and so would innovation in solving problems.

The team approach has enabled organizations to better respond to an ever changing
environment. Thisis possible because the group approach provides an inherent strength in managing
change through shared respongibility. The fact that the workload and responsbility are sporead out over
a competent group of team members who share avision, have a common purpose, and provide a
supportive environment, allows teams to gpproach leadership chalenges through collective, as opposed

to sngular action.
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DISCUSSION
Team Member Selection:

Team compogtionis probably the single most important eement in creeting a functiona
leadership team. Selecting the right individuds for the team, especidly when the team's responsibility is
to lead the organization, must be given due consideration. When adding new members to the team, the
exigting team members and their inherent strengths and weaknesses must be taken into account. With
this information, leaders have the opportunity to balance out the team’s compaosition.  Although the
knowledge, capability, and experience of individua team membersisimportant, of greater importance
isan individud’ s ability to function in the team environment.

Team Development:

When bringing new members into the team it isimportant to properly socidize them into the
group. An understanding of the team'’s culture, norms, and shared goas are essentid in building an
effective and productive group relaionship. Merely coming together as ateam and beginning work on a
project isinsufficient preparation for success. The time spent in development is an important eement in
achieving a successful outcome.

Assessing and Correcting Team Dysfunction:

Characterigtics of team dysfunction can present themsalves at any time during team process. A
good understanding of what these characteristics are, how they present themsalves, and how they are
corrected should be understood not only by the team leader, but by each individua team member.
Everyone has the responsibility to help control dysfunctiond behavior.

Sustaining Team Effectiveness During Periods of Change:
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For leadership teams to be successful during times of change, team members must first accept
that changeis actualy necessary and will take place. The team process must then be viewed as
dynamic, and be capable of shifting its structure and mission to accommodate the forces experienced.
To accomplish this, the communication link between team members, and between the team and externd
groups, must be clear.

The team must dso be able to view themsaves from different perspectives externd to the group
setting. To be able to see the team and their product as others perceive them, helps the team to
understand their effect, and adjust to meet the demands of a changing environment.

Eugene has experienced a smilar phenomenon to many other jurisdictions in that the fire and
emergency medica service has become more complex, while the resources to provide these services
have stagnated or declined. There gppears to be no smple or immediate solution to this Stuation.

RECOMMENDATIONS

When developing aleadership team or adding new members to an existing team, leaders should
develop aprofile to use as aguide for sdlection. According to the information acquired in the course of
this project, it isimportant to slect members who will function well in ateam setting. Individuas who
can only produce and function alone, should not be selected if the god isto develop afunctiond team
that presents a high degree of interaction.

Based on thisinformation, it is recommended that ateam inventory be taken prior to designing a
selection process. By developing thisinventory, the team has a better probability of sdlecting
compatible members to enter the group.

While Eugene's Command Team has been remarkably successful in selected individuals who
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srengthen the Team, it isimportant to aways guard againgt developing a normative persondity and skill
type. By replicating oursdves, we develop a shalow poal of thought and perspective.

Functional teams must dso undergo a period of development in which members learn how to
work together asateam. This should include producing an awareness by group members of their
individud roles as a part of the team, and how they can best interact with other members. Sincethisis
one of the areas mogt often ignored in team development, it is recommended that time be devoted to
education and awareness of group process for the team asawhole. By developing a shared
understanding of theintricacies of team building and group interaction, team members are more likely to
succeed in developing afunctiond process, and producing a quaity product. This educationa process
should be periodicdly revisted to help maintain focus, and avoid the development of bad habits.

While Eugene's Command Team maintains clearly defined gods, roles, and agood
communication system, the Team lacks a redigtic improvement plan. As previoudy discussed,
problems are routingly identified and discussed, but sometimes no strategy or plan is developed for
improvement. On the other hand, behavior by individuad Team membersis dways professona and
gppropriate, and there is abalanced level of participation amongst the group.

Once team members are comfortable with this process, they should develop a system to
periodicaly evauate their adherence to the basic principals of effective team work. While production is
easily measured, effective processis more abstract and difficult to quantify. Finally, based on the
information obtained from the research, the following questions were congtructed as a sample instrument
for measuring the leve of team effectiveness.

1. Do team members continue to share common goals and agree on the mission?
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11.

12.
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Does the team continue to share consensus on clearly defined group/team roles designated for
each member?

Do communications continue to be clear? How well isinformation passed between members?
|s participation between team members balanced?

Are the established ground rules being adhered to, or have they been modified?

Are team members using their individua experience most effectively in working through issues?
Is the team using its experience working together in the most effective and productive manner?
Is the team's action plan being adhered to? Are existing resources being utilized effectively?
Are team members maintaining their commitment to the team, the project, and following an
established process?

Are team members maintaining an adequate level of interdependence as a group?

Have team members maintained an gppropriate leve of decision making authority?

|s adequate progress being made, or istoo much time being spent discussing problems without

developing solutions?
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